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ABSTRACT

“

. \

CINTEGRATLD PLANNING TO FACILITATE EFFLCTIVE - '

!

YSE AND REALLOCATION OF RESQURCLS '

This paper describes a planning procesc that integrates program, budget
and facility concerns and requirenents in-a way that provides University of
Jtah administrators with 1lternatives that encourage them to initiate con-

trotied change. Unlike many papers on the subject.of college and university
‘

.. . ~ . . T B L v -
leifan th¢5\923\33t11nes right strategies and processes that deviate from

“e—.

. the traditiond]'Lotal'f4ns;jtytj0n—widp) comprehensive (all functions and

erograns) approach. These strategies ofd processes address sucﬁxiopics as :
plarring incentives, identification of Felevant subject matter, how to aid

administrators in reallocating resources, providing planning staff assistance,

. S
rationalizing the plan, and plan review leading‘to action.
] . . ) b
3
B r
- \
/ - 2 : ‘
‘ 1
" * »
4 }.




INTEGRATED PLANHING TO FACILITATE EFFECTIVE USE -
. ‘ L3 '
AND REALLOCATION OF RESOURCES

N

o Introduction . ’ L

' The—purpose of this paper is to describe how college and university
administrators can utilize the p]anning process to yield alternatives that
aSSist them in initiating c0ntr011ed change Specific attention‘wi11 focus
on the integration of program, tudget, and faciiity concerns and require-
ments directed at improVing organization structures, procedures, programs,
‘ » and services. The need for integrated pldnning is motivated by'a‘concern
- on the part ofvadministrators to maintain institutionai vita]ity by imf
proving the use and rEaiiocation of resources. By resource reallocation 1
mean thezphasing down or elimination of come programs or services to permit
the étrengthening or addition of others. |
To avoid”theoriZing, I will draw upon p]anning experiences acqu1red , R
; , at several co]]eges and- umverSitiesa especia11y the University of Utah .
Integrated p]anning at this 1arge institution recognizes many of the organi- |,
'zationai and operationa] characteristiis unique to’colieges and universities
. but. seldom considered by pianners§-eépecia]]yvthose nho employ processes*
'derived from private enterprhse .or developed for a universa1 audience.
k.' ‘: To set the stage for thi's presentation,kI would 11ke you to be aware
| of the.following: o | |
1. The term,pianning,'asilsuse’it, Bhouid\be interpreted as defined
by Dror (1971, p. 1067.““"Pianning is thekprocess of“preparing a
set offdecisiong for.action\fn the‘futUre, directed'at achieving
goals by preferabfe means[" The one component in this definition
I wish to emphasize is "decisions for actlion." The planning pro-
" | N
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~cess | wi]]yout1ine requires the preparation of plans that in-

e

clude alternatives .intended to aid decision makers .in con-
" tgolling change. | . . 4 : ‘ .

2. Integrated planning reduires that’ program, budget, and facility

Y-
4

implications are identified and included in fiﬁa] plans. This, /// .

important element of planning is frequently overlooked Sr‘neg- y

0 . lected, -yet it is the basis for eventual decjsions and actigns.

3. The terms administrators, decision makers and planning initi-’
ators are used interchangeably. They will refer to people who
AK/exercjse'inf1uence over'institutfona], academic, and support

unit policies and Qpefatiohs through: " a) the control of infor;

-~
-

mation, b). the allocation of resources,'ahd c) the use of per-

- suasion. eUn]jke many approaches to planning, the procesé I will

describe recognizes that §uch.ihf1uenge rests (in.varying degrees)

2
* v

dean§ d1v151on heads, and department cha1rpersons

» e -

n _ 4. Finally, the Un1vers1ty of Utah p]ann1ng approach functions in an

institutional environment made up of deans and department cha1r—
o ~ S ) A : o .
persons (unit heads) pr are expected by the-central administration
. . / . . ‘\
to manage their units. These persons are given considerable

' .‘ ‘ . ’ : -autondmy. Also, the academic vice preside%t limits, as much a

2/// - possible, thé pépe? work required of deans and departmept chair-

. - %ersons; Theretore, use.ef planning models that require'extensive
- data co]]ect%on‘by units is not encouraged. These circumstances, -
toup]ed with 1ingertng dissatiéfaction of peit planning experiences

*

set the stage for the current approach.'

)

+

. . _ . N o
with several groups of adm1n1strators, namely, executlve officers, —




Pianning,Strategies and Process

if o /\J

-

Recent]y impiemented p]anning strategies and processes at the UniverSity

.

~of Utah deViate from the traditional tota] (instjtution-wide) comprehensive

(a1l functions and programs) approach in several ways. I wish to outline our
pianning approacn and present a brief rationale for it.

1. The central administration does ﬂgt require institutional
. co:stituents‘to participate~in a‘formai-totai univérsity

p]anning effort. A

. The University's executive officers encourage planning in a variety
of ways. Honever, they refrain frOm'imposingdpianning directives that
must be folloved by all institutiona1 units at the samé time. This'approach
is taken for severai reasans. First, executive officers recognize their
1ocations at the top of the institution's organization structure limits their
abiiity to instill and maintain planning enthusiasm in college and department
administrators and facu]ty Second, the executive officers also recognize
"that not all coiieges and departments have the same needs or face simiiar
1SSUués. Third they recognize that not all unit needs or issues lend them-
selves to planning. Fourth, the current budget constraints placed on the x
University and the minimal amount of discretionary resources'avaiiabie iimit

centra] ‘administrators from rewarding most p]anning efforts with additiona1

resources. This fact has tended to discourage total institutionai planning

for fear it would raise false expectations regarding the availability of

s

resources. Finally, the executive officers recognize. their time constraints

{

and realize tney wouidee\unabie to review and comprehend all unit plans if -
submitted dt once. | |

2. Those who request planning are encouraged toldefine topics ~and

.issues that_relate to their needs.

@
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P]anning is requested by numerqgs pﬁop]e within educational organ1-
zations;k At the‘Universdty'qf Utahﬁgegns and department cha1rpersons are
the.typica] ini}iators of this process. However, regdrd]ess of who exerc1ses\.
planning 1eadersh1p, it is essential that the focu;rof plamning efforts

be defined 50 that act1v1t1es cah be channeled in a direction that will

result in a p]an of interest to dec1s1on makers., Exper1ence has taught me
“this is not a1ways the case.. Many~admdnf§trators who, request others to plan
Zespec1a11y exetutiue otficers) fa11 to 1dent1fy the i$sues they w1sh addressed.
Th1s frequent overs1ght is a maJo cause of p1ann1ng frusqrat1on and fa11ure.

At the University of Utah e&ecutfve off1cers, deans, and department
chairpersons all part1c1patev1n the identification of p]ann1ng subject matter.
quever, unit.administrators are the final determiners of the planning sub-
ject matter which will become the focus of-their attention. .

3. A resource reallocation-planning gudde, prepared by

Academie.and Financial P]anningf(AFP)ustaﬂf, is made
4 | avai]ab]e to planners to assist them inldefining planning
subject matter, addressing policy fssues, and co]]eeting

«

~ data.

»

Whenever executdue offiters, deans:ior department.qhajrpersons request '
othérs to-’plan, they should prov{deifhe basic.framewdrk'within which the i
planning process shqu1d take pTace. Unfortunetejy,:many pﬁanning aetﬁvities
quten begin without guidelines that shape and dondition the planning process.

By guidelines, J mean a framework designed to assist b]anners;in organizing

. and implementing the process "to encourage thedpreparation-of final plans which

decision makers will find medflingful.
‘Atademicgand Finahcia1 Planning staff at the University of Utah ™
~brepared a "Resource Reallecation Planhing Guide" as a service to assist -

University planners and as a subtle way to influence the planning process.

- . ” ’ .
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resource reallocation; 2) a 1ist of issues and concerns of interest to - N

" and facility implications (added or reduced) of planned changes.

| Finally, the gu1de requires the 1ntegrat1on of procgram, budhet, and fac1]1ty*'

‘the process.

is to occur y1th1n the Un1versjty, it will require’ action from deans‘and

~resource reductions without weakening programs perceived to be of high g

\'

- -

The.guide contains‘seve¥a1 sections: 1).an outline of ptanning assumpt.ions
pertaining to available resources, studef%\&nro]]ments, and the need for ‘
many academic administrators;r3) table; shells to aid planners in their’

. : . & .
co]]ect1on of data; and 4) a request for estimates ¢f the proposed budget

Interest in, and use of, the planning guide has been encourag1ng
Un1t p]anners, espec1a]1y deans hav% we]comed guidance Jn the1r p]ann1ng
process; yet they want to fee] they are inm contro] of it. The p]ann1ng
g de, whidh unit planners can modify, meets this need.. In addition, the
guide provides a non-threatening way.to inform planners of the constraints

they operate under as we]] as the issues they should cons1der when p1ann1ng

requ1rements for each planned change desired by the units ¢ 1c1pat1ng in

4, Unit planners are encouraged\to focus their attention on

the sub-department level or what mighthbe called areas

¥

of specialization.
1

‘Over the past decade attempts by University executjve officers to alter - ;

. -t
the role of/cO]]eges and departments have fa?ﬁed miserably. \\Also, attempts

to meet state imposed budget cuts have on occasion resulted in across-the-

.

board reductions in department budgets. This approach, as you kngu, weakens

strong departments as well &s furthers the dem1se of mediocre ones.
R k]

These Tessons have taught us that if change and resource reallocation ~

—

department chairpersons. To impTement change or meet the cha]]enge of
% | )

quality, requires that adm&Q;strators exercise 1eadersh1p by 1n1t1at1ng | i ’

8




specific processes and procedures that are operationa11y feasible. .1 believe

the implementation of a p]%nning process that focuses attention on depart4

mental areas of specialization is a reasonable way to approach: the issoe of
_ change and resource realfocation. This seems reasonable and rationa1 because:
. \\\A.' Faculty tend to think and plan a? this level, that is, in

terms of their academic SPeciaié&.

B. Students tend to think aboﬁi their majors in these terms.
<, 'C. Deans and department chairpersons would be better able to
assess the needs and plans of their unﬁts if data are aggre-

\ | gated around chese.“naturaT” subdivisions.

D. Data coi]ected for sub-departments can easi1y be aggregated \:T“
by department, discipline, or college for review by central
administration or externa1 agencies,

The resource rea]]ocat1on planning QU1de prepared by AFP staff 1nc1udes

tab]e she]]s 1ntended to ass1st un1t planners in the co%qect1on of data at
the sub-department level. The data categories recommended for co]]ect1on
“include faculcy, students, céurses, and costs. o |
5. Academic. program, budget,.and facility planning staff assistance —~l
is offered to unic‘heads who desirelhe1p in thefr efforts.

, Another factor that inhibits planning is the Tack of the hnow]edgeap1e
persdnne] to part1c1pate in the process For example, manj planning initiators -
assume. that the1r own personne] can prepare plans for the1r organizattons and
programs. This assumpc1on is frequently false. because most faculty and.admfn-
istrative leaders lack }hebnecessary training and skill to prepare integrated

- -program, budget and faci]ity-pdans My experience with college and unjversity
adminjstrators 1nd1cates that few possess planning skills. Most of these

dec1s1on makers are tra1néd to teach and do research This training and . -

exper1ence has 11m1ted utility when applied to,p]ann1ng and management




T

‘ ' S T L
activities. "In other words, the administrative decision making envirgnment

. .is foreign to mény academicians Who accept debartment or'co1lége leadership
- M \ .
positions. Howgver, these positions provide a new kind- of opportun1ty to -

' those who accept the challenge. To overcohe deficyencies in training and *

exper{ence_and to assist adpinistrators achieve fheir role expectationg they

4

are offered the assistance of p]anmng consu1t ts who occupy Umvers‘ty

r

staff positions jin areas of program, budget, and fac111tyg§ adm1n1strat1on

§

This staff assistance tends to help rationalize p1ann1ng.through commun1—

s

cation“between staff consultants and unit p1anners[regarding'issues, resource”

needs, and the preparat1on of alternative so]ut1ons Alsa, acceptance of

~

0such ass1stance tends to ensure‘\@at resultant p]ans take a form app11cab1e

g . -
to the needs of central dec1s1on makers, ) ¢

The sta#; consu]tants ava11ab1e to ass1st unit p]anners 1nc1gﬁe peop]e

‘e

“ with knowT@dge and exper1ence in program p1ann1ng and eva]uat1on, budgeting,
'1nst1tut1ona1 research, facilities 1nventory and ut111zat1on, p1Us fac1l1t1es

programm1ng and design. So far, many’ un1t p]anners have,w/ﬁcomed staff support

»

to assist them in defining goals and objectives, co11ecting and interpreting
data, plus preparing budget and facility resource estimates.

6. Unit planners are encouraged to consider resource .
- ‘ . ’
rea]]ocat1on as a means to fac111tate change. _ oo .

Many co]]ege and un1vers1ty ch1ef execut1ves concerned about 1nadequate

V4

fiscal and fac111t1es resources to ma1nta1n institutional v1ta11ty are seek1ng
v

_ways to rea110cate resources w1th1n the1r organ1zat1ons As ment1oneq earlier,

resource rea]]écat1on implies the phas#ng down or e11m1nation Of;soﬁe programs
. * i . i‘ ) ' l .
to permit the strengthening.er addition of others. The president of my in-

‘'stitution posed: this challenge to his deans with the assurancehthat they could
R . s' by - L4 - B .
initiate change through resource reallocation without fear of losing the re-

Y

sources freed iﬁ’the process. This strategy has merit for .two reasons. First,

N “ ’ . o . ' l . ot . .
. : o 1_0 R »

b4
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planned objectives, 5) a time frame outlining ‘the occurrence of major events,

-8-

it emables deans to manage their own coldeges and gives them the opportunity

to exertise strong leadership in this endeavor. Second, it encoorages key

|

administrators to plan with their faculty.
7, Unit plans are critiqued’by a pianning team compriSed .

of p1anning, budgetingf and faciiities staff experts.

(]

&
Once final pdans have taken draft form, a team of UniverSity staff

-

members review them to ensure that they address appropriate 1§§yes, probiems,'.

’>

needs, and .more importantly, that tﬁ%y will encourage decisions. ‘This reView

serves several purposes. It informs su;BBrt staffé, who ultimately wouid piay

a role in assisting units implement their plans, of proposed direction and needs.

It permits these gtaff'members an opportunity to question‘and‘suggest changes

to the plan. These reviews also ensure that plans identify change oriented
v . ) ) ; :
goals, suggest alternative actions, and include resource requirements. In

addition, it permits appropriate central administrative support staff to ‘

suggest a]ternative solutions td%needs or issues that may not have been con-

sidered by unit;pianners - This preliminary review also affords unit piannersh

an opportunity to improve their plans before being reViewed by dec151on makers. :

7
Finaiiy, and probably most importantiy, this critique stimuiates informai dis-

cussion betwpen unit planners and'centrai administrative staff on a variety of
issues -of interest and concern to both. i ’
: 8.‘ Cohpieted'unit pians are drafted in the form of'a.poiicy
paper and reviewed by the .appropriate decision makers.
To simplify the review of plans by deCiSion makers, AFP staff aSSist

planners in their draftingﬂof.a policy paper. This paper high]ights 1) the

proposed change objectives sought by planners, 2) a brief Justification'for
the proposed changes, 3) their effects on other institu!iona] units, 4) a

prioritized 1isting of budget and facilities resources meeded tb.dchieve

*

. N . .
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6) po11cy issues refTected in the p1an, and 7) a1ternat1ve solutions and

strateg1es deemed acceptabﬁe in 1mp1ement1ng p1ans R °

. -

L

-

The drafting of a policy paper serves severa1 purposes \\F1rst it

¢ N

i ;> serves to standardize unit ‘plans so that over tfme a tota1 1nst1tut1ona1 plan,»
n emerge Second, it summar1zes plans in a form of Va]ue EEQSeC]S]Oﬂ makers.

_*ﬂsgh1s19ﬁmmary portrays alternative act1ons retatjng to plan 1mp1ementat1on.
; These-a1terna$ives generally depict different mixes of program,'budget,’andi

-

'. © facility strategiegjand requirements. ~When finished, the policy paper is
received and discussed by planners- and administrators. This activity marks

the end of the p1annin§ process and the beginning of plan implementation.

-

Summary,ahd'Conciustns

The process I haVe.outlined‘has been in effect at the Uniuerséty of
U ;

Utah’for a 1§tt1e over oné Year. Durﬂng th1s t1me three deans, the Mu;eum of
‘ -/ .
Natura1 History D1rector and three department/chadrmen have exerc1sed leader-

sh1p and comp1eted the process. By_so/dorngf'each has 1mp1emented the resource
rea11ocat1on model in 1ts ent1rety and dJsp1ayed the ab111ty to array organﬂ--

zat1ona1 resources by areas of spec1a112at1on These un1t heads have found

-
N

‘th1s approach td p]ann1ng very useful and 1nformat1ve ’ N

As a resu1t of these—p1lpt efforts, the fo11ow1n§ observat1ons ‘can’ be

« - s Lo v 4 . N 0,.

n."'b L - . . . m
. o A B o . . 2 ,

Forma] planning directives by central administratdis are}nd?
. h ~ . . - . ) Q“\ . ) .
necessary'to motivate ﬁnit p1annin§. Unit needs and issues v

are usua1}y great enough to war®t° such acti\;itieslif planning

. “:s..-
”ass1stance can. be: PY‘0V1ded S _ .

- &

o
ST ey

Execut1ve off1cers must freguent1y reaﬁf1rm the:r needs for
.,,._ P

. plans and offer the serv1ces of support staff to deans and de-

,,partment cha1rpersons to keep them th1nk1ng about the fufure of s

their 0rgan1zat1on.
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et

The iesue of resource pea11ocation can be effectively commun-

ca&ed to unit planners through planning support staff assigned

to assist deans and department chairpersops.

Many plans can be imp1emented‘to¢§pme degree without direct

central aqministratidh sapport ifadaits are willing to reallocate
resources or alter theip own policies to achieve change. -

Execut1ve off1cers must keep support staff (planning consu1tants) -

appra1sed of their concerns, , needs, and the issues they wish

~units to address, as well as, the‘constra1nts which affect-p]anning.

L)

By communicating with unit planners regarding <their management '

related "issues aad-need§, p1anﬁing'consu1tants can encourage other
administrative support staff to initiate specfa1 studies and/or‘ -
generate p1ann1ng and managq'gnt 1nformat1on of va1ue to those

unit adm1n1strators | |

& ‘ *

Th1s approach to planning perm1ts deC1s1on makers to deal w1th

a manageab1e number of issues confront1hg_a select group gf units

*+

at any one point in time, In addition, centra1.admjnistrators ’

are better able to articulate the needs pf specific units to S

external bodigs, such as State Boards of ‘Education, donors, etc.

-~

Reatistic estimates of bpdget and fac11ifies'reSOurces compliment
programwp1ans“ .

The process does not %equihe a basic overhaul of‘tHe system of

[

governance and decision making. The political realitiés of the

- institution are(p}eserved and respegted. The relationships among

-faca1ty, department'heads, deans, and centraT administrators are

not altered. In short, the planning .process provides oceasion for

=

increased levels of communication among these persons. .

13 o
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